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24 JUN 1366

MEMORANDUM FOR: Deputy Director for Science and Technology

BUBJECT : Deaign Review Board
REFERRNCE :  DD/SAT 3146-06
25X1A

1. Recently, the memoranduan refersnced above was
received fron NN requenting recommended changes
or comments on & procedure that is currently being sariously
comsidered for the conprehensive review of some of the tech-
picel problems on various projects. Currently ORD hak in
practice & review mechanisam for its projects and programe
that accomplishes much the seme 2y, but is not as buresucratic,
formalintic, time-comsuming and complex as the proposed Design
Review Board procedure. The proposed scheme places an
additional burden on the shoulders of presently over-tasked
project officers, without any evident benefite. Unquestionably,
effective management of DD/S&Y projects is a wortky goal, but
to erode, replace or nbrogate the mansgement responsibilities
of Office Directors %y redundant comamlttee action is not the
route to follow.

2. Frankly, I am concerned by the increasing number of
buresperatic proposals asd concepte that purport to solve
problems without reference to their impact on the efficient
functioning of the Offices. In my opinien, the perticular
concept snd spparently the words describing the procedure
nave Dees dorrowed leargely unchanged frcm the maassgoment
masaal of a manufscturing-oriented, profit motivated organi-
vation. Blind scceptance of a review technigue successful in
the iadustrial sector and recommending its unaltered applica-
tion to the resesrch and developmont activities of the DUD/S&T
revesls & lack of understanding or appreciation of the differ-
ences involved. Historically, the success of the sgency in
iBD efforts has been stroagly dependent upon the ability to
respond rapidly to demands for new or improved devices, sys-
tems or techuigues by initisting aggressive programs without
unnecessary expeaditure of time, money and meapower on reviews
that may buy iosursace of success on 2 few but impedes the
timely progress of many. * management judgment must be made
relative to the point st which the premium petd for this
insursace exceeds the penalty of failure.
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BUBJECY: Design Review Board

3. In evaluating the proposed Degign Review Board pro-
codure, I asked 2 usber of ORD prograu mansgers and project
olficers to reviev the reforenced mesorsndum. £.lected
excerpts for their respouses mttached in full are:

aese.We take streng exception to the detailed
recomaendations contained in ND/S&T 314€-86, holdiny
then to be, in the main,

-~ incompatible with the rapid and aggressive
devalopment reguired by the pressing collection
prodlems which originslly gave rise to the
prograa,

- gverly ocomplex, redundant, and productive
generally of & masxu of alxed fact and opinion
whose end use is obsure, and

- pont weaeteful of the time and energy of
precisely thone persons whopse effcrts anre
wost critical to the success of » progran.

This situation appears to be the result of the wholesale
sdoption of a non-intelligence, manufacturer-oriented
reviowing format having very different cohjectives from
waur owa, €.§., the volume production of s useful but
stendard item of oquipaent, under comditions of arximua
profitability, rather thaan the solution of 2 vast
mmber of complex ceollection probdleme with highly
specializad and ntity-linited equipment, whose value
deslines most ckly with increasing time required
for devslopment under "pormal” industrisl conditions

or the speclal conditions that exist in DCD develop-
nent and procurescnt.”

“ieoesinm the Agency the prisary purpose of R is
to provide seans for the operational elements to collect
intelligonce, it necessarily follows that in order for
ERD praject officers to fulfill their responsibility
io perforsing this functics, they smupt cxchange idess
with the operators and the rav intelligence consumers.

It is emly after the project officer knows the nasture
and priority of the required intelligence, and the
comptraints imposed on the reguisite Ajency operators
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who, through the usme of an BAD product would collect
the iatelligence, that ke is im 3 position to define

a techniesl approsch to the problem. Ir formulating
s clesr description of the problem snd 2 proposed
solutien to it, the project officer will necesssrily
ssosrtain the state of the art is the relevant aveans of 1
teuhnology and will consider using something in
existing or modified form to do the job if possible.
This latter stage is where the propoged comuiitee would
hsve its greatost value but it scems to we this value
is severely limited. 1If the project officer bas not
sdeatified the right problem to be worked on and
gethared the technologicul information relevant to

the prodlem before the committee meetis, nething that
18 well enocugh defimed for the comsittee to consider
will exist. On the other hand, if the project officer
nas done all of the prerequisite groundwork or a pro-
posed project, it would seem that review in addition
to that | xdy imposed on new projects would notl only
pe redundant but would greatly slov down our respense
time to techunical requivemenis. It appears that the
main question hare is whether the 2% improvement that
is 1likely to accrue from the proposed concept is worth
she priee that it would cost in terms of tinme and
money. I personally don*t thisk it is.”

AN ...ﬂimmny and historically the viability
of Rand D in the noy is and will eontipue to be
dependent upen s number of key interrelated foctors
iscluding flexibility of mhn approsch and short
ronction tizne. Both of s# factors contribute beavily
to the efficiency of utilizmation of time, effort, and
woney. For fumctionsl integrity of such 2 memi-
sutopomous system, the judgment of the Technical Officer
on sudetantive matters must be trusted. Furthermore,
iwplementation of action and accomplishment require

that the Technical Gfficer be teotelly responsible and
totally the management muthority on substsntive technical
mntters. If the Techuical Officer is not capsble of
efticiently discharging these duties it follows by

sinple mansgement logic that his pervices are not needed.
At the same time, Rowever, this vhele concept of BAD
implementation and mansgement makes it incumbenmt upon
sanagenent to see to it that the sdministrative sotions
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required of the T-chnical Officer "pared to the
bone” in order that he may de p& “time and bert
efforts to %:1niag the nexuti 8) to the technical
"eneaod GOBOUR 1 ‘, ple aeed for design
revisy but gquestion wvh mﬁm as rigidired
and formalized as that set forth will not create
decressed effectivenses in our overall orgsaization
rathar than inprove efficiency as is intended. The
adulinigtrative and support staff necessary 1o pernmit
the use of such mechanises ss this zimply do not
axizt in ORD.™

".eee 48 the proposed ocutline were to be followed
on all of our projects, we would have to significantly
iocrsase our staff, 7To do the work outlined in any
meaningful sanner, even for simple projects, it wmould
reguire at leasi bhalf » day for three pecple to review
the tschaical concept and to arrive at their decision.
Another nan day would be reguired to write the report
in the detail specified.....From my own firsthand
experience with demign review boards, 1 cam say with
firm conviction that thsy are very axp.nain in time,
aanpower, and dollaras if they are to be anything other
than an exercise.”

?eresrTO apply the © uigu Review Board techsique
to Lite Sclemce research d sot only be inefficient
use of professional taleat but would be an awkward
sttempt to fit the Life Science researcher into the
aold of the production engineer.....l can sssure you
that this procedure, if adopted, would rmmit in the
lose of our satire mtmmaal staff of Life Bcience
technicsl pernonnel.”

4. I recommend that you carefully examine and evaluate
the iapact that this proposed mwmre mld hlu upon the opyqA
effective and efficient management ot 22

BT M., CHAPMAN
Dirsctor ai’ %esmeh and Novelopment
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